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MONITORING PERFORMANCE 


INTRODUCTION 


The success of a health service depends very much on whether health 
workers do a good job. To be sure that health workers are doing their 
jobs correctly and well, it is important to closely monitor their 


work. MONITORING, as used in this module, means routinely checking 
performance of workers. 


Monitoring is one of your most important tasks because it will allow 
you to see if there are problems in the performance of health workers 
that affect the quality of health care being delivered to people in 


your health area. It will also allow you to see what work is being 
done well, and should continue. 


Monitoring the performance of health workers (described in this 
module) and monitoring the number of times a service is used 
(described in Monitoring and Evaluating Usage) are ways that you, as a 
Supervisor, can assess the effectiveness of a service. Other ways are 
regular collection of data on cases and deaths from a disease, special 
Surveys, and periodic formal reviews. These other ways would be 
coordinated by national or regional personnel; your assistance may be 
requested to carry them out. 


LEARNING OBJECTIVE 


The tasks involved in monitoring performance of health workers are 
shown in the following chart. The information, examples, and practice 
exercise in this module should prepare you to do these tasks in your 
own health area. 


Determine what Determine how Develop checklists Monitor as 
to monitor. and when to for monitoring. planned. 


monitor. 
r-0 2.0 3.0 4.0 


If when monitoring you identify any problems: 


State any Determine if Describe Identify Identify and Monitor the 

problems problems are each possible implement a solution 

identified. important to problem. causes of reasonable once it is 
solve. each solution to implemented. 


5.0 720 
6.0 problem. each problem. 10.0 


8.0 9.0 


Always after monitoring: 


Provide feedback 
to health workers. 


11.0 


1.0 DETERMINE WHAT TO MONITOR. 


At first, it may be difficult to decide what to monitor in your 
facility or in the community to determine if health workers are 
doing a good job in delivering health services. Of course, it is 
important for health workers to do all tasks well. However, 
because you will have little time and resources to devote to 
monitoring, you will need to limit what you monitor. You might 
begin by monitoring a few specific items for each health service, 
then gradually increase the number of items monitored. 


The specific items that you will monitor for a health service 
should be carefully selected. To help you determine what they 
should be, consider the following questions: 


e Which items are most important to the success of the health 
service? 

e Which are most difficult to do? 

e Which are new to the health workers? 

e@ Which will give the best idea of whether all items are done 
well? 

@ What do the people complain about? 


The following is a list of some items that you might monitor to 
see if health workers are doing a good job treating diarrhoea. 
The first group, ACTIVITIES OF HEALTH WORKERS, are activities 
that you could monitor as they are performed. The items listed 
in the other groups, UNDERSTANDING OF MOTHERS, LOGISTICS, and 
OUTCOME OF SERVICE PROVIDED, are the result of health worker 
activities. These items can indicate whether health worker 
activities have been done well. For example, if you found that a 
mother understood how to prepare and give ORS, you would know 
that the health worker that taught her had done a good job. 


EXAMPLES OF ITEMS TO MONITOR FOR DIARRHOEA TREATMENT SERVICE 


ACTIVITIES OF HEALTH WORKERS 


Assessments of dehydration 

Preparation of ORS 

Provision of treatment 

Instructions to mothers on what to do at home 
Recording of treatment on patient records 

Use of stock cards 


UNDERSTANDING OF MOTHERS 


Mothers understanding causes and risks of dehydration 
Mothers understanding signs and symptoms of dehydration 
Mothers understanding prevention of dehydration at home 
Mothers understanding how to prepare and give ORS 
Mothers understanding feeding during and after diarrhoea 


LOGISTICS 


Availability of stocks of ORS 

Availability of ORS supplies (for example, measuring and mixing 
utensils) 

Organization of treatment area 


OUTCOME OF SERVICE PROVIDED 


Clinical outcome: recovery, referral for further treatment, or 
death 

Feeding practices of mothers during and after diarrhoea 
Practice of measures for prevention of diarrhoea 

Mothers satisfaction with service 


Note that the list includes examples of items to monitor for 
diarrhoea treatment. You may wish to modify this list for your 
own use depending on how much time you will be able to devote to 
monitoring and how many health workers you supervise. 


You will also need to make a list of the items to monitor for 
other health services you supervise, such as immunization and 
malaria treatment. REMEMBER THAT YOU WILL NOT ALWAYS HAVE TO 
LOOK AT ALL ITEMS ON YOUR LISTS EVERY TIME YOU MONITOR. 


EXERCISE A 


st important items to 


In this exercise you will identify the mo 
t is performed well in your 


monitor to see whether diarrhoea treatmen 
area. 


Fold out the worksheet on page 13, and review the list of examples of 
items to monitor for the diarrhoea treatment service in the first 
column. (You do not need to look at the rest of the worksheet for 
now.) Then answer the questions below. Be sure to consider the 
questions in step 1.0 on page 2 before answering. 


When all participants have finished this exercise, there will be a 
group discussion. Be prepared to explain the reasons for your answers. 


1. Which items in the first column do you think are most 
important to monitor in your health area? Under the column 
on the worksheet titled "Most Important Items," place a check 
(/) next to each of these items. 


2. Are there any items not listed in the first column which you 
think are very important to monitor and which you would add? 
If yes, what are these items? Write them on the worksheet in 
the empty boxes in the first column. 


Tell the course facilitator when you are 


ready for a group discussion of this 
exercise. 


2.0 DETERMINE HOW AND WHEN TO MONITOR. 


2.1 SPECIFY HOW TO MONITOR EACH ITEM. 


How you monitor an item to determine if it is being done 
correctly will depend on the availability of time, records, and 
personnel. There are several monitoring methods to choose from. 
Some of these methods are described below. 


Observe Health Workers. An effective monitoring method is to 


observe health workers as they actually DO their work and 
Observe the setting in which the work is done. For example, 
you can observe a health worker treating a child who has 
diarrhoea to see if the child is being treated properly. When 
using this method, it is important that the workers you 
Supervise know that you are not observing them to criticize 
their work but to help them improve it. 


Talk with Health Workers. Talking with health workers will 


help you identify what they know and what they think about 
their work. If you have identified problems in their work, 
talk to them to find out causes of these problems, and to get 
ideas on how to solve them. Talking with health workers you 
supervise will also allow you to compliment them on work being 
done especially well. 


Review Records. This monitoring method is often used because 


the records kept by community health workers and health 
facilities are usually available to the supervisor. Also, it 
generally does not take a lot of time to review records. 
However, to obtain the necessary information from records, the 
records must be properly designed and completed. Some types 
of information that can be obtained from record review are 
whether patients are being sent to the appropriate referral 
facility, or whether the medicines being administered to 
patients are appropriate for their conditions. Some types of 
information that cannot be obtained from record review are how 
well certain treatment procedures are being done, or what 
mothers are being told. 


Talk with Mothers at Time of Treatment. Talking with mothers 


at the time of treatment (or listening to health workers as 
they talk with mothers) will help you determine if mothers 
understand the instructions given to them. For example, to 
determine if mothers understand the information about feeding, 
you can ask a few of them how they will feed their children 
during and after diarrhoea. 


This monitoring method will also provide mothers the 
opportunity to tell you about any problems Or concerns they 
have related to the service they have received. 


Make Home Visits. Visiting the homes of patients who have 
received services to observe them and to talk with their 
mothers will help you determine if the patients were treated 
correctly, whether instructions given at the time of treatment 
are being followed, and what the mother plans to do the next 
time her child suffers from the disease. This method will 
also allow you to find out if mothers are satisfied with the 
services provided to their children. 


2.2 SPECIFY WHEN TO MONITOR EACH ITEM. 


Consider the following questions for each item to determine when 
Or how often to monitor it: 


@ How critical is it that the work be done correctly? 
e Is this an item that is often done incorrectly? 

@ What monitoring method will be used? 

@ How many items will be monitored? 

@ What time constraints exist, if any? 


e@e What is the likelihood that the item may change from 
satisfactory to unsatisfactory over a period of time? 


To ensure that high quality care is consistently being delivered 
to people in your community, it will be important to monitor some 
items on a frequent basis, for example, every month. Examples of 
items which may be monitored frequently are those concerned with 
activities of health workers, as well as certain aspects of 
understanding of mothers and logistics (such as availability of 
stocks of ORS). The timing of your monitoring of these items 
might be more frequent, for example, weekly, if you work at the 
Site where the monitoring will be done. 


It may be appropriate and more practical to monitor other items 
less frequently, for example, quarterly. These will usually be 
items which will require more time to monitor (for example, by 
home visits) or items which are unlikely to change from month to 
month (for example, organization of treatment area). 


Even with careful planning you may not always be able to get the 
information you need when you visit a community health worker or 
when you monitor health workers in a facility. For example, on 
the day you are going to observe a community health worker's 
treatment practices, no children with diarrhoea or malaria may be 
brought. 


You may find it helpful to ask the health workers in your area 
when certain activities that you want to monitor will occur. 
Information that they may give you can help you plan a better 
time to monitor. For example, they may tell you that most 
mothers bring sick children to the clinic when it first opens in 
the morning, so this would be the best time to monitor treatment 
activities. 


time to monitor, be sure to allow 


g i hort 
i i i i that is hurried or too s 
enough time to monitor. Monitoring a 
will not allow you to collect enough information iy care 
job, and may leave health workers feeling frustrate fe) 
discouraged if they cannot discuss problems with you. 


In addition to planning a good 


In planning your monitoring activities, it may be helpful to 
develop a quarterly schedule, including the dates, places, and 
items you will monitor during the coming months. Inform health 
workers of your monitoring plans, and encourage them to be 
prepared. Explain that you will want to know what sort of 
problems they are having, and will want their ideas for improving 
their own work. 


EXERCISE B 


In this exercise you will specify how and when to monitor diarrhoea 
treatment. 


Look at the items listed in the first column on the worksheet on 
page 13. For each item you identified as important in Exercise A 
(including any items you may have added ), 


1. Place a check (/ ) under the best method or methods that you think 
could be used to monitor the item. 


2. Place a check (/¥ ) under how often (that is, monthly or quarterly) 
you think the item should be monitored. 


(Note: Possible answers for 4 of the items have already been filled 
ind) 


Be prepared to explain the reasons for your answers. 


When you have finished this exercise, talk with the 


course facilitator. 


3.0 DEVELOP CHECKLISTS FOR MONITORING. 


evelop checklists of what you want to look 
parate 
the facility 


It will be helpful to d 
for when you monitor. You will want to prepare se 


checklists to use when monitoring health workers in 
or in the community, and when making home visits, if 
appropriate. A checklist may include items for one health 
service or for several health services. (For example, items for 
monitoring treatment of diarrhoea, malaria, and other common 
illnesses in a facility may be on one checklist.) 


In general, your checklists should be 


e brief (that is, include only those items you consider very 
important to monitor), and 


e easy to use (that is, designed so you can record your 
assessment of each item quickly and efficiently). 


Your checklists should also include a section at the end where 
you can make written comments, particularly of any other problems 
identified and recommendations. These written comments will be 
very important later for followup. 


When you develop checklists, you may realize that it will not be 
feasible to monitor all the items previously selected. In this 
case, reconsider each item on your list of what to monitor 

(step 1.0) and decide which ones you can omit. 


EXAMPLE Fold out page 17. Look at the checklist developed 
by the supervisor of Bornu Health Area for monitoring performance 
of health workers for the diarrhoea treatment service in his 

area. Notice that this checklist would be used to monitor one 
health worker providing treatment to one or more patients. The 
supervisor of Bornu Health Area would need to fill out a separate 
checklist for each health worker in his area who treats diarrhoea. 


When developing checklists for monitoring in your own health 
area, you may want to modify the checklists to suit your needs. 
For example, you may want to record the results of your 
monitoring of many health workers on the same checklist, instead 
of using a separate checklist for each worker; you may want to 
include more, or different, items to monitor; you may want 
separate checklists for monitoring health workers in the 
community and health workers in a facility. 


A CHECKLIST will help you remember exactly 


what to look for when monitoring. 


10 


EXERCISE C 


In this exercise you will develop a checklist to use when making home 
visits to monitor the diarrhoea treatment service. 


A community health worker that you Supervise is going to make follow-up 
visits to several homes. She is going to determine whether the 
children who came to her with diarrhoea last week have recovered and 
whether their mothers followed the instructions she gave them. 


You, the supervisor, are going to go with the community health worker 
on these follow-up visits. Your purpose is to collect information 
that will enable you to decide whether she has been treating diarrhoea 
as she should. By seeing the outcome of each episode of diarrhoea, 
and by finding out what the mothers have done and understand, you will 
be able to monitor the performance of the community health worker. 


Refer to your Worksheet on page 13, and look at the decisions you made 
for Exercises A and B. Then, on a sheet of plain paper, develop a 
checklist which includes the items you want to look for when making 
home visits with the community health worker for monitoring the 
diarrhoea treatment service. Try to limit your checklist to one page, 
and to keep it as brief as possible. 


When you have finished this exercise, talk with the 


course facilitator. 
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WORKSHEET FOR MONITORING HEALTH WORKER 


PERFORMANCE IN DELIVERY OF DIARRHOEA TREATMENT SERVICES 
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ACTIVITIES 


OF HEALTH WORKERS 


Mothers understanding of causes _ 
and risks of dehydration 

Mothers understanding of signs a 
and symptoms of dehydration 

Mothers understanding of = 
prevention of dehydration at home 

Mothers understanding of how | oa 
to prepare and give ORS 


Mothers understanding of feeding 
during and after diarrhoea 


UNDERSTANDING OF MOTHERS 


° 
mh 
°o 


Availability of stocks 


Availability of ORS supplies 
(for example, measuring and 
mixing utensils) 


Organization of treatment 
area 


Clinical outcome: recovery, 
referral for further treatment, 
or death 


Feeding practices of mothers 
during and after diarrhoea 

Mothers practice of measures 
for prevention of diarrhoea 


Mothers satisfaction with 


RESULTS OF ACTIVITIES OF HEALTH WORKERS 
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Fill in the bottom part of the checklist as follows: 


- Next to "Description of Problems Identified, If Any," write what 
you would consider problems, that is, work done incorrectly or 
not at all, for which you as the Supervisor of the community 
health worker might need to take corrective action. 


- Next to "Comments," write what you would identify as work the 
community health worker did especially well that you would praise. 


e@ As you do this exercise, you might find it helpful to refer to your 
DIARRHOEA TREATMENT CHART. 


REMEMBER: FILL IN ONLY THOSE ITEMS ON THE CHECKLIST WHICH CAN BE 
MONITORED BY OBSERVATION AND RECORD REVIEW. 


Description of a Monitoring Visit 


As the new supervisor of Bornu Health Area, you were conducting your 
monthly monitoring visit to Ana Hadgu, the community health worker in 
Sansui Village. On the afternoon of your visit to the community 
health worker, several patients came to the health worker's home. You 
watched the health worker provide services to all the patients. Two 
of them were children with diarrhoea. 


The first child, a 5-month-old boy, had diarrhoea which had 
started the day before. The child's mother said that since that 
time her son had had about 8 stools which were watery and smelly. 
When the health worker examined the child, she pinched the skin on 
the belly and found that it went back slowly. The child's 
fontanelle was a little sunken, and his eyes were sunken. He did 
not seem to have a fever. The mother said the child was urinating 
less often than normal. The health worker decided the child was 
dehydrated and required rehydration. She checked for other 
serious problems and did not find any. 


The health worker told the mother that she had done well to bring 
the child. She washed her hands, and mixed 1 packet of ORS with 
the correct amount of clean water. Then she measured the proper 
amount of solution into a container. She started to administer it 
to the child, then gave the child to his mother. The health 
worker showed the mother how to feed her child the ORS, and told 
her to give him 2 to 3 teaspoonsful every few minutes over the 
next 4 hours. 


After 4 hours, the worker looked and felt for signs of 
dehydration. She did not find any. She told the mother that 
although her son was still having diarrhoea, the dehydration was 


gone and he was better. 


The health worker showed the mother how to watch for the signs of 
dehydration that she had asked, looked, and felt for, and asked 
the mother to show her how she would do this. When the mother 


2 


demonstrated what to do, the health worker told her to bring the 
child back to see her if the signs appeared again or if the 
diarrhoea lasted another 2 days. She then gave the mother 2 litre 
packets of ORS and the rest of the prepared ORS solution and sent 


her home. 


After the mother and child left, the health worker filled in her 
patient register. You reviewed what the health worker wrote. You 
saw that she wrote the date, the child's name and age, the reason 
for visit, and for service provided, wrote "ORS for dehydration 


caused by diarrhoea." 


The second child, an 8-month-old boy, had diarrhoea which had 
started a week before. The mother told the health worker that 
there were more than 10 liquid stools the day she brought in her 
son. The child had received no food for a few days. He was very 
quiet and floppy. He did not cry when the health worker examined 
him. He had very sunken eyes and fontanelle, and a very fast 
pulse. He-was conscious and opened his eyes to look at the health 
worker. He was very hot and seemed to have a high fever. She 
decided the child was severely dehydrated. 


The health worker told the mother she had done well to bring the 
child. She told the mother that her son needed special treatment 
because he was so sick, and advised her to immediately go to the 
health centre. The health worker asked how she planned to go to 
the health centre. The mother said she would ride there with a 
friend who was going to market nearby. 


As they talked, the health worker washed her hands, and quickly 
mixed 1 packet of ORS with the correct amount of clean water. 
Then she measured about 500 mls of solution into a container, and 
began feeding the child. She showed the mother how to feed the 
ORS solution to the child, and told her to continue feeding the 
child on the way to the health centre for as long as he could 
drink. She showed the mother how to cool her child with a wet 
cloth and by fanning. Then she filled out a referral form and 
gave it to the mother to take to the health centre. 


As soon as the mother and child left, the health worker filled in 
her patient register. You reviewed what the health worker wrote. 
You saw that she wrote the date, the child's name and age, the 
reason for visit, and for service provided, wrote "Mother was 
referred to health centre for treatment of severe dehydration and 
given 500 mls of ORS to administer on the way." 


After reviewing the patient register, you looked at the health 
worker's stocks of ORS and saw that they were adequate. 


When you have finished this exercise, talk with the 


course facilitator. 
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5.0 STATE ANY PROBLEMS IDENTIFIED. 


There are many kinds of problems that may occur ina health 
area. Suppose you were asked, "What are the problems in your 


health area?" Some possible answers might be: 


e There is not enough money. 


e Health workers do not have enough time to do their work. 


e Children are dying from dehydration. 

e@ We do not have the equipment we need. 

e Mothers do not understand the need for immunizations. 

All of these are problems. But this module will describe how to 
analyze and solve certain types of problems, called “performance 
problems." You are likely to identify performance problems when 
using your monitoring checklists. 

A performance problem is the difference between what should be 
done by a person or group of people and what is actually being 
done. For example, all of the following are performance 
problems: 


@ Mothers do not prepare ORS solution correctly. 


e Health workers are not teaching mothers to continue feeding 
children during diarrhoea. 


e@ Health centre clerks are not correctly recording data. 
You see that all of the above problems are stated in the 


following way: 


does not : 
(someone or some group) (do something correctly) 


EXAMPLE (this continues Exercise D: Description of a 
monitoring visit to a community health worker.) 


When monitoring the community health worker, the supervisor of 
Bornu Health Area found the following performance problem: 


The community health worker did not give the mother of the 
child with some dehydration complete follow-up instructions 
on what to do at home. This is, SHE DID NOT 


- explain to the mother the importance of increased fluids 
and continued feeding during and after diarrhoea; 
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- explain to the mother ways of preventing diarrhoea, and 


- show the mother how to prepare and give ORS solution at 
home and show the mother how much ORS solution to give 
her child after each diarrhoea stool. 


You may ask, "But what about the other Problems in my health 
area?" Many of them can probably be traced to performance 
Problems. For example, Suppose that a health centre never has 
enough vaccine for immunization sessions. That does not sound 
like a performance problem. However, if a supervisor 


investigates thoroughly, he may find any one of the following 
situations: 


@ The health worker responsible for Ordering vaccine is not 
correctly calculating the amount needed. 


e Staff at the central supply store do not send the amounts of 
vaccine requested. 


@ Health workers are providing immunizations to children who 
are not in the appropriate age group. 


If you can state problems as performance problems, they will be 
easier to analyze and solve. 


SHORT-ANSWER EXERCISE 


Suppose that a supervisor knows that there is no clean drinking 
water available in his area. Think of 1 or 2 performance 
problems that might lead to this situation and state them below. 


Lo 


Possible Answers: 


Oe 


- People do their laundry and bathe near the water used for 


drinking. 
- No one fixes the pump when it is broken. 
- People defecate near a stream used for drinking water. 


Of course, there are problems which cannot be stated in this 
way. (For example, there may have been a drought which caused 
the lack of water.) However, whenever possible, you should try 
to state the problem as a performance problem. It will then be 


easier to solve. 
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EXERCISE E 


In this exercise you will identify performance problems that can occur 
when health workers treat diarrhoea. 


Think of some performance problems that you have found or that you 
expect to find when monitoring diarrhoea treatment in your area. 
Write these problems in the space below. 


Do not limit your list of performance problems to the ideas presented 
in this module. Try to think of real problems based on your own 
experiences as a supervisor of health workers. 


Problems: 


When you have finished this exercise, 
talk with the course facilitator. 


6.0 DETERMINE IF THE PROBLEMS IDENTIFIED ARE IMPORTANT 
TO SOLVE. 


When monitoring health workers you will usually find several 
performance problems. However, you will not have the time and 
other resources to do a detailed analysis and to implement 
solutions for all of the problems. You will need to determine 
which problems are most important to solve. Then, for these 
problems, you will need to decide the order in which you will try 
to solve them. For each problem, consider: 
How urgent is it? What would happen if the problem is not solved 
immediately? 


How serious is it? What effect does the problem have on the 
community's health? On resources? On other health services? 


Is the problem getting better or worse? Will the problem create 
future problems if nothing is done to solve it now? What will 


happen with other problems while this one is being worked on? 


Are several problems related to each other? Will solving one 
problem help solve other problems? 


What you do next will depend on the answers to these questions. 
You might find a problem does not affect the quality of service 
seriously enough for you to devote time and resources trying to 
solve it. Or, you might find that a problem may eventually 
correct itself, or that action that you would take to correct the 
problem may create other problems. In these kinds of situations, 
no further action is needed. However, for each problem which you 
determine is important to solve, you will need to describe the 
problem more completely before attempting to resolve it. 
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7.0 DESCRIBE EACH PROBLEM. 


The more precisely you describe a performance problem, the easier 
it will be to find the correct solution. To describe a 
performance problem precisely, try to answer as many of the 
following questions as possible: 


Where does the problem occur? 
With whom does the problem occur? Does it occur with all health 


workers responsible for doing the work or only with certain 
health workers? 


Whom does the problem affect? 


When and how often does the problem occur? Does it occur in all 


locations where the work should be performed or only in certain 
locations? 


When did the problem start occuring? 


as 


8( IDENTIFY POSSIBLE CAUSES OF EACH PROBLEM. 


After a performance problem has been identified and described, a 
solution to it must be found. This requires knowing what 1s 
causing the problem. A problem in the work of an employee may be 
caused by one or more of the following: 


~ a lack of skill or knowledge 
-~ a lack of motivation fe 
- obstacles (such as lack of time, insufficient resources) 


To determine the causes of the problem, consider the following 
questions: 


e Does the employee lack skill or knowledge? 


Is ‘the work very difficult? 

Is the work rarely done? 

Did the employee ever know how to do the work? 

Had the employee been told to do the work? 

Was the work included in the employee's job description? 
Has the employee ever been trained to do the work? 


e Does the employee want to do the work? Does he know how to do 
it but not want to do it (that is, does he lack motivation) ? 


Is it unpleasant for the employee to do the work properly? 

Is it pleasant for the employee to do the work improperly (for 
example, because he can go home when he is finished, or 
because next time the work will be assigned to someone else 
and he will be given less difficult work to do)? 


Does it matter to the employee if he does the work properly or 
at all? 


e Are there obstacles preventing the employee from doing the 
work correctly? 


Does the employee know how and want to do his work properly 


but still not do it right because there is an obstacle in his 
way? 


Obstacles could include: 


lack of time 

lack of authority to do the job 
lack of money 

barriers such as taboos 


physical barriers (lack of necessary materials, geographic 
location) 


24 


9.0 IDENTIFY AND IMPLEMENT 


A REASONABLE SOL 

EACH PROBLEM. _ 
Solutions to performance Problems will depend on the causes 
identified. After identifying an appropriate type of solution, 
carefully plan exactly what it would involve. For example, if 
on-the-job training would be an appropriate type of solution, 
specify what such training would include and how it would be 
conducted. (See Training.) 


The solutions selected should: 


@ remove the specific cause of the problem (or reduce its 
effects as much as possible), 


@ be affordable, 


@ not create a problem in delivery of another health service, and 


@ be realistic. 


Once you have identified appropriate solutions to problems, write 
the solutions on your checklist next to "Recommendations." 


On page 31 in the back of this module is a chart which summarizes 
the problem-solving process that you have just learned about. 
Fold out the chart now and review it briefly. Then, read the 
example below. Following the step-by-step process summarized on 
the chart, the example will show how the supervisor of Bornu 
Health Area resolved a problem he found when monitoring the 
diarrhoea treatment service. 


The CAUSES OF A PROBLEM must be identified 


before a GOOD SOLUTION can be found. 


Example: (This continues Exercise D: Description of a 
monitoring visit to a community health worker.) 


When monitoring the community health worker, the supervisor of 
Bornu Health Area found that the community health worker did not 
give the mother of the child with some dehydration complete 
follow-up instructions on what to do at home. 
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1. Importance of Solving the Problem 


To help him determine the importance of solving the problem, 


the supervisor asked the questions in Section l of the 
Problem-Solving Summary. His findings are summarized below. 


e The problem is a serious one which should be resolved 
soon. If mothers are not given complete instructions on 
what to do at home, their children may become dehydrated 
again. Also, the next time their children get diarrhoea, 
mothers may not be able to prevent them from becoming 
dehydrated by providing early treatment at home. 


e If mothers are not shown how to use the ORS packets the 
community health worker gives them, they may not use them 
at all or may use them improperly. AS a result, their 
children will not get the best care. Mothers may soon not 
trust the health worker or her treatment methods and may 
‘decide not to seek health care from her at all. 


Describe the Problem. 


To help him describe the problem, the supervisor asked the 
questions in Section 2 of the Problem-Solving Summary. He 
determined the following. 


@ The problem is occurring with this community health worker 
only. 


@ The problem affects children, mothers, and the health 
worker. 


@ The problem occurs every time the community health worker 
treats children with moderate or no dehydration (Treatment 
Plans A and B). 


e The community health worker was hired and trained 2-1/2 


months earlier. The supervisor was not sure but believes 
the problems have been occurring since that time. 


26 


3. 


Identif Ssible causes 


of the problem. 


The supervisor investi 


@ Lack of Skill and 
Knowledge 


- The community health worker 


may not know all the follow- 


up instructions she should 


give to mothers. The 


emphasis in her training 


was on preparing and giving 


OR therapy. 


@ Lack of motivation 


- The cause of the problem is 


not a lack of motivation. 


e Obstacles 


- The cause of the problem is 


not an obstacle. 


27 


Identify reasonable solutions to 
the problem. 


gated to determine possible causes. For each cause 
he found, he identified a solution, 


The supervisor should praise the 
health worker for correctly 
assessing the dehydration status 
of patients, and for correctly 
preparing and giving treatment 
with ORS solution. He could 

also explain to the health 

worker that it is necessary that 
she teach these things to mothers. 


The supervisor could provide 
training on the job. He could 
demonstrate for the community 
health worker how to explain to 
mothers the importance of 
increased fluids and continued 
feeding during and after diarrhoea, 
how to explain to mothers other 
ways to prevent diarrhoea, how to 
teach mothers to prepare ORS 
solution at home, and how to show 
mothers the amount of ORS solution 
to give after each stool. 


After observing the supervisor, 
the health worker could practice 
giving these instructions herself; 
the supervisor could encourage and 
praise the instructions the health 
worker gives well and help her 
improve any that she gives 
incorrectly. 


EXERCISE F 


In this exercise the group will discuss performance problems that can 
occur when health workers treat diarrhoea and possible causes of and 
reasonable solutions to these problems. 


In Exercise E, you were asked to list performance problems that you 
have found or that you expect to find when monitoring diarrhoea 
treatment in your area. The course facilitator will now ask several 
members of your group to describe some of these problems. Using the 
Problem-Solving Summary on page 31, the group will discuss possible 
causes of and reasonable solutions to each problem. 


You do not need to limit your discussion to the ideas and methods 
presented in this module. Try to share suggestions based on your own 
experiences, and to learn from the experiences of others in the group. 


Tell the course facilitator when you are ready for 


a group discussion of this exercise. 
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10.0 MONITOR THE SOLUTION ONCE IT IS IMPLEMENTED TO DETER 
MINE WHETHER IT IS SOLVING THE PROBLEM. 


You may wish to add the solution to your list of items to 
monitor (as described in step 1.0). 


If you determine that the solution is not working, you may need 
to modify it, or identify and implement another solution. 


Each time you monitor, note on your checklists the main 
achievements and problems you identify. Then, as you analyze 
the problems and their causes and plan follow-up actions to be 
taken, note this information on the checklist as well. You 
should refer to your checklists the next time you monitor. 


Also, you may wish to note which solutions were successful in 
solving problems and which solutions failed. Having a record of 
your findings will help you remember which solutions were 
effective for solving particular problems. 
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11.0 PROVIDE FEEDBACK TO HEALTH WORKERS. 


Each time you monitor health workers, there is one VERY 
IMPORTANT follow-up action you should always take. That is, 
you should always PROVIDE PROMPT FEEDBACK to the health 
workers. Feedback informs employees of work being done well 
that should continue, as well as of ways to improve their work. 
It may help to improve the quality of health care being 


delivered. 
Feedback can include: 


e comments on the accuracy of records kept at the facility or 
by community health workers, 


e suggestions for improving record-keeping, 


e information that might be helpful in preventing and solving 
problems, 


e results of home visits to patients, 
@ congratulations on doing a good job in delivering a service. 


Methods of providing feedback include group and individual 
meetings with health workers, letters, or phone calls. 


You have done well keeping your 
records complete and up-to-date 
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REMEMBER THIS 


ABOUT MONITORING PERFORMANCE 


Monitoring performance of health worker 
problems in the delivery of health sery 
workers improve their work. 
is being done well. 


S should help you find 
ices and should help health 
It should also help you find work that 


Before monitoring, you should decide what items are important to 


monitor, then decide how and when to monitor each item. Checklists 
should help you remember what to look for. 


A rational, step-by-step approach should be used to find solutions 
to problems identified in monitoring. Briefly, the steps are: 


~ Describe the problem. 

~ Identify possible causes of each problem. 
Identify a reasonable solution to each problem. 
- Monitor the solution once it is implemented. 


After monitoring, you should always provide prompt feedback to 
health workers. 


I 


Data - 


Feedback - 


Health area - 


Implement - 


Monitor - 


Monitoring 
Method 


Motivation - 


Obstacle - 


Performance - 


Performance 
Problem - 


Taboos - 


DEFINITIONS OF TERMS 


information organized for analysis or used as a 
basis for a decision. 


information provided by others, such aS a 
supervisor, on the way a person is doing work. 
Feedback informs a health worker of work he 1s 
doing well and should continue, as well as of ways 
to improve other work. 


the geographic area assigned to a supervisor by 
the government. A health area may include a 
health facility, community health workers, or both. 


to carry out or put into practice. 


to closely observe or check on a routine basis. 
To monitor performance of health workers is to 
routinely check work done by health workers to 
deliver a health service to a community. 


how information is collected to determine how work 
is being done. Examples of monitoring methods 
include observation of health workers and review 
of records. 


a feeling that you want to do something. Lack of 
motivation is a feeling of not caring or of having 
no interest in doing something. 


things beyond a person's control that prevent him 
from doing his work correctly. For example, lack 
of time, lack of money, lack of equipment, lack of 
authority, or lack of supplies might be obstacles. 


actions carried out at work or in the home or 
community. 


the difference between what should be done by a 
person or group of people and what is actually 
being done. If you state problems as performance 


problems, it will be easier to see their causes 
and solve them. 


a ban or prohibition on something because of 
social custom; something forbidden from use or 
mention. For example, in some countries it is 


taboo for females to receive treatment from male 
health workers. 
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